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Institutions, Misfits and Biodiversity 
Conservation: 
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Content of Presentation!
I.  Research questions !
II.  Study context & methods!
III.   Findings!
IV.   Discussion & feedback!
Photo: L. Porfirio 
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I. RESEARCH QUESTIONS!
In this Presentation:!
•  How do institutions and 
actors constrain (or enable) 
action to conserve 
biodiversity at a landscape-
scale?!
•  What kinds of reforms are 
likely to foster collective 
action for biodiversity 
conservation?!
!
Visual	  representa-on	  of	  a	  landscape.	  	  











II. STUDY CONTEXT AND METHODS!
Landscapes and Policy Hub – 
Model of our research process!
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•  Hawke review!
•  Changes required beyond 
EPBC Act and at multiple 
levels!
•  Problem of fit!
•  Institutions are resistant to 
change and challenging to 
‘design’!
!
Photo:	  Square	  peg	  into	  a	  round	  hole,	  
rosipaw	  via	  Flickr	  CC	  BY-­‐SA	  
Broader context 
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Methods!
•  Larger project & case 
studies!
•  Conceptual framework, 
diagnostic approach !
•  Interviews (+ institutional 
grammar tool)!
•  Reforms & focus groups!
Photos:	  The	  Main	  range	  (top)	  and	  Stewarton	  in	  
Tasmanian	  Midlands	  (boJom),	  S.	  Clement	  
Slide #7 
NERP	  Seminar	  November	  2013	  
Conceptual Framework!
•  Development of 
diagnostic 
framework!
•  Adaptive governance 
and resilience!

























•  94 interview participants!
–  42 for the Australian Alps (State agencies, CMAs, NGOs, 
alpine resorts)!
–  36 for the Tasmanian Midlands (State agencies, NRM 
groups, NGOs, landholders, irrigation & hydro)!
–  16 for national perspective (DoE, Parks Australia & ‘other’)!
!
•  Included 14 ‘institutional entrepreneurs’!
!
•  Coding data – deductive and inductive!
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TASMANIAN MIDLANDS!
• 	  Privately owned agricultural land!
•  Most (listed) grasslands on 12 
properties!
!
•  Biophysical drivers include:!
-  irrigation development!
-  climate change!
-  land use mix and land capability!
!
• Social & governance drivers include:!
-  Farmer profitability!
-  Social and human capital!
-  Effectiveness of engagement 
processes!
	  
Map: L. Porfirio. Photo: S. Gaynor 
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AUSTRALIAN ALPS!
• 	   Protected area – only alpine zone 
on the mainland!
•  Biophysical drivers include:!




• Social & governance drivers include:!
-  Supportive political will!
-  Level of collaborative governance!
-  Priority setting and resources!
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Photo: L. Porfirio 
•  Midlands: history of investment in biodiversity, 
core group of willing landholders, self-
organising, Midlandscapes!
•  Alps: long-standing cross-border management, 
networks for learning, quality research, capacity 
of park management agencies!
Summary of current capacity!
III. FINDINGS!
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findings: a few 
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a. Culture, norms & practices!
…just by increasing the 
understanding about native 
vegetation and biodiversity in the 
wider community, and making 




…if you end up where you’ve got all 
parts of the community saying 
biodiversity conservation is the 
best thing we ever did here…
that’s what gives you real sort of 
adaptation. – Alps participant	

I personally don’t think regulation will 
protect the grasslands… It’s actually 
about appropriate management that 
implements biodiversity conservation 
into those systems.  With trust and 
goodwill, working with the 
landowners. – Midlands participant 	

Heavy reliance on 
norms (and process) 
to achieve objectives!
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Example: The Midlands!













I	   We	  
I	   A.	  Strategic	  
behaviour	  
B.	  Crowding	  out	  
	  
We	   C.	  Crowding	  in	   D.	  Reciprocity/
obliga?on	  
•  Biodiversity, the public good and “we” strategies!
•  Trust, reciprocity and commitment in norm-based governance!
•  Policy signals (e.g. listing, tender processes) can trigger 
perverse changes in behaviour!
Figure source: Vatn, 
2005, p. 213. 
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I think that farmers have the role of providing the 
opportunity of land to accommodate biodiversity, but with 
the proviso that they are paid appropriately for that 
service. Otherwise I don’t think they have a role. There is 
absolutely no requirement for them to do it and we’ve been 
relying on the goodwill of farmers to do that up until 
now, but I know that we have reached that ceiling in 
regard to relying on continued goodwill to do it.	
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Consequences of norms for practice!
•  Institutions-in-practice 
often override the 
language used on paper!
•  Choice of strategy can 
have a powerful effect on 
behaviour and even 
cognitive ‘fit’!
•  Duty of care debate!
Photo:	  S.	  Gaynor	  
Slide #17 
NERP	  Seminar	  November	  2013	  
b. Practice and capacity!
Competence and accountability!
•  ‘Narrow’ through focus on upward, financial accountability!
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It’s hard to say, look, we’re going to have these 
highly controlled, driven organisations held to 
high levels of quite narrow 
accountability and now we want you to 




It’s very much set up as a controlled 
environment rather than an 
empowerment environment…if you’re going 
to try to pursue a landscape scale approach, 
trust, consensus, partnership, complementarity 






A ‘distrust spiral’? 
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Accountability 
and risk!
We only ever get slammed on accountability 
stuff because it’s the only thing that 
they can easily measure. So we never get 
slammed for accountability in biodiversity 
because it’s too hard to do. So they just come 




We have a culture, very strongly, of people 
who are either not rewarded for 
failures or risks or don’t see risks as 
part of the system. I mean intellectually 




We have this fundamental contradiction 
between an institution protecting 
itself and an institution protecting 
the environment and managing the 
environment. – Cth participant	
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Consequences of accountability for practice 
and capacity!
•  Tied resources!
•  Reduced flexibility & 
opportunities to 
experiment, learn & 
respond!
•  Responsibility often not 
devolved to appropriate 
levels!
•  Insufficient institutional 
support for innovation!
•  Even institutional 
entrepreneurs struggled 
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c. Politics, power and buffering 
From interviews:  
public servants are a conduit for 
government direction with little 
discretion 
	  
From literature:  
public servants are 
‘street-level leaders’ 




Policy	  implementa?on	   Street-­‐level	  leaders	  
Reference:	  Vinzant	  and	  Crothers	  1996.	  	  
Photo	  sources	  (CC	  BY-­‐SA):	  1)	  by	  Harald	  Groven	  via	  Flickr	  2)	  by	  Jossifresco	  via	  Wikimedia	  Commons,	  3)	  Christopher	  Chan	  via	  Flickr	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‘Knowing your 
role’!
…the barrier between those roles often breaks 
down…you get politics entering into the 
public service. And therefore you get senior 
public servants who can be dismissed on the spot, 
not being prepared to tell the government that 
their policy doesn't make sense when you look at 
the environment. – Alps participant	

…we’re servants to the politicians…
so if you were to talk to any staff member in 
this building and asked if they were in favour 
of that programme, the answer would be 
resoundingly no, but we’d have a job to 
implement it… – Alps participant	
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Consequences of discretion 
for practice and capacity 
!•  Functional misfit – organisational buffering!
•  Capacity to act not devolved to appropriate levels!
•  Networks for learning and self-organising, but 
unable to ‘scale up’!
Photos:	  Thowra	  from	  “The	  Silver	  Stallion”	  /	  Brumbies	  on	  the	  Cascade	  Trail,	  R.	  Magierowski	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So my big picture view is that I think the AALC is a 
very important entity that exists. I think it's constrained 
in its potential…there's a need for a rethink along the 
lines of 1) letting the managers manage 
without political intervention and 2) with 
trust that they will achieve the right 
outcomes…– Alps participant	

…there’s the networking, it’s 
informative, it’s engaging, it’s enjoyable, 
it’s not a burden. That’s what the Alps 
programme does well. It’s the 
umbrella by which that 
conversation, that sharing the 




 Internally it works quite well. In 
practice though, again, I'm not sure I 
can see anywhere where a 
management decision has 
been changed because of 
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•  Influence and the Cth!
•  Lack of clear leadership and associated 
authority on landscape-level biodiversity 
conservation!
d. Power and authority 
•  Issue of the ‘box’ 
•  If norms and goodwill fail, 
will it be enforceable? 
Photo:	  Holger	  Ejleby	  via	  Flickr	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Consequences of authority for 
practice and capacity 
!
The example of strategic assessment!
•  Discretionary section of EPBC Act!
•  Acceptance of responsibility, challenge of 
attribution and strength of enforcement!
•  Strong enough to 
enforce, but flexible 
enough to change 
(buffering) 
Photo: Midlands property, S. Gaynor 
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Strategic 
Assessment!
[They] felt they were only one 
impacter in a broader landscape and 
they didn’t want to be held 
accountable for the actions of 
others within that area…So the state 
took on the responsibility of a large 





One of the institutional barriers for us is…
has anyone actually got the teeth 
when it comes to the crunch where we have 
to say, actually we’re moving too fast, and we 




The only thing the [SA] programme 
caters for are those things that are 
covered by the EPBC…we have 
not a legislative stick; it’s more 
like a piece of string. It doesn’t 
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Reforms and focus groups!
•  Can our options change 
system trajectories?!
•  Diagnostic used to identify gaps, misfits & 
opportunities for reform!
•  Governance options developed by researchers 
(literature + analyses)!
•  Focus groups assessed practicality of these options!
•  System transformation (under multiple scenarios) 
makes reform imperative!
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Likely system trajectories and 
transformation!
Slide #30 
NERP	  Seminar	  November	  2013	  
Midlands Scenarios: 
Biodiversity outcomes are getting worse!
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Midlands: Spectrum of governance 
options 
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Selec<on	  of	  governance	  possibili<es	  -­‐	  Midlands	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Option 1:  
Landholder-driven regional plan!
•  Guiding principle acknowledges that farms play an 
important role in rural development and must be 
economically viable (commodity values)!
•  Pairs that with modern societal demands to conserve 
biodiversity on private land and rural amenity (duty of 
care, non-commodity values)!
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Option 1: Landholder-driven regional plan!
1.  Establishes an ‘agri-environmental scheme’ and a 
collaborative, adaptive planning process.!
2.  Incorporates a broader suite of land uses, values & 
community.!
3.   Clarifies roles and bridges existing programs and 
networks.!
4.  Creates space for ‘agri-environmental’ programs.!
5.  Identifies opportunities to use existing tools (e.g. Strategic 
Assessment) in new ways.!
6.  Establishes trust to access additional funding.!
7.  Appoints:!
a.   Facilitator to improve coordination.!
b.  Extension officer to liaise with government agencies, supported 
from within Tas Govt.!
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Option 2: Midlands Alliance!
•  Inspired by French 
governance (charters) of 
Regional Natural Parks.!
•  Combines protection of 
the environment 
(landscapes, natural & 
cultural heritage) with 
regional socio-economic 
development and 
education.! Photo:	  Livradois-­‐Forez	  RNP,	  Didiervberghe	  via	  
Wikimedia	  Commons	  CC	  BY-­‐SA	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Option 2: Midlands Alliance!
1.  Builds on and extends Option 1!
2.  Formalises rural enhancement programs to protect 
threatened natural and cultural heritage.!
3.  Establishes a means for all parties to opt-in, including 
landholders. !
4.  Defines landscape-scale objectives and strategies at 
multiple scales to meet those objectives.!
5.  Allows ongoing review and commitment (e.g. 12 years 
plus 3 year review & re-signing period) !
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Alps Scenarios: 
Biodiversity outcomes are getting worse!
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Alps: Spectrum of governance options!
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Option 1: Public-Community-Private 
partnerships!
1.  Modifies current arrangements to enhance network 
governance.!
2.   Expands AALC to include local community, environmental 
and tourism interests.!
3.  Establish additional partnerships: a research centre, 
adjacent landholders, Traditional Owners, education 
programs, tourism.!
4.  Uses multiple jurisdictions to experiment and learn.!
5.   Broadens accountability, e.g. incorporate governance 
into State of the Parks reporting and work with funders to 
establish outcomes-based indicators.!
6.  Establish a trust to increase access to discretionary 
funds.!
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Option 2: Transboundary authority accountable 
to a statute!
1.  Establishes transboundary authority to achieve greater 
landscape-level collaboration and access add’l funds.!
2.  Provides ‘arms-length’ distance from politics by linking 
accountability to authority’s statutory objectives.!
3.  Utilise AALC reference groups and staff ‘champions’ to 
form basis for working groups to enhance collaborative 
learning.!
4.  Develops a collaborative, adaptive plan to achieve 
objectives, focusing on outcomes and enabling discretion 
to achieve those outcomes.!
5.  Establishes a trust and research centre (like Option 1).!
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IV. DISCUSSION AND FEEDBACK!
Challenges:!
•  Buffering!
–  e.g. strategies to maintain continuity and performance in 
the face of external changes (eg political cycle)!
•  Accountability!
–  e.g. accountability to mission, not just outputs, when 
outcomes are long-term and funding is likely to remain 
short term!
•  Self-organising!
–  e.g. providing space for self-organising, but building on 
these activities and ensuring they aren’t lost in 
‘institutional amnesia’ !
•  Discretion!
–  e.g. gap between discretion (low) and responsibility 
(high) – accountable autonomy? !
•  Communication of governance options!
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Disclaimer 
The information in this presentation was generated for the 
purpose of consultation and collaboration with hub partners in 
developing tools, techniques and policy options to integrate 
biodiversity into regional planning as part of the National 
Environmental Research Program Landscapes and Policy Hub. 
The results should not be used or taken as final and are not for 
circulation outside of this audience without prior permission. 
Contact 
Sarah Clement 
! (04) 24 371 025 
Postal:  Murdoch University 
 90 South Street 
 Murdoch, WA  6150 
s.clement@murdoch.edu.au 
www.nerplandscapes.edu.au 
For more information about this research: 
Contact Sarah Clement 
s.clement@murdoch.edu.au  
! 08 9360 7316 (office) / 0424 371 025 (mobile) 
www.nerplandscapes.edu.au  
 
	  
